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Ao Introdugriom

This paper is prenaved to advise the Teacher Corps/Washington Management Team
abcut tne Conference. Vhile much of whaco is said here is drawn from the infor-
mation collected at the 1976 Confervence, ome comments and suggestions have

CLOLY YdnLs O

perience outside that particular Confercuce: ecxperience

(8]

wich Teocher Corps, with teacher education and particularly with national and
regional conferences we have organized, implemented, or evaluated. Many cbser-
vations are ecucated hunches. All are intended to suggest divections vhich
could make the Teacher Corps Conference more responsive to the field, to the
profession and to itselfl.

Yes, to the field, the profession and ifself, for it has all those lives. It

serves Teacher Covps personnel and prejects and so reacheés out to the field.
It serves as the markecpiace for ideas abeut teaching, education, and teacher

aducation and so serves the profession. It also serves as a "heuristic, dyna-

mic enterprise’ wiich comnunicates the personality of Teacher Corps, and the

vision of its

s

ur concern ig that scmchow the Conference sheould provide a limited amcunt of

in

activity whieh can be described as Content in search of a Mission, and a signi-
ficant amount of activity which can be entitled Mission in secarch of Structure.
Ve tend te believe that the creative tension between what can happen in four

davs and vhat iadividuals and teams excect, cén be resolved in the direction of
cargensd fapact ratihier than expanded information or increased conﬁcioﬁsncss.

Certainly, the evidence abounds that individuals, projects, Teacher Corps/Wash-
ingrou and all of us ask more of the Conference and its events than any Confer-~

¢ncy can be expected to provide or even plans to provide. Local project

originated nacds or national necds ivfluence how-much learning and expansion

4



tihounness obont Gonnent, Mission or Structures are exnectad.  Te be

Frow
i
.

e cothat the - bnddvdduad ceaculcipant  or.the-droject & person being informed- or

carries the burden of responsibility {or translating events into use-

bl TS
'

content dnd apraientions, The systonatic ovpanivation of presentation
duechaniere and feaching oonertunitics could more carcefully delinit participanc,
nrojoct, Teacher Cerps/Washington, Teacher Corps Divecter, planmning group, and
dcvcinpﬁun: aroup jurut, design, imnlementacion, and cvaluation. And the

allucation in advarce of thosc needs assessment, plauning, implementation,

follew up and evaluation roles and functidns may well bhe what this Conference

Yo,

-1

10 e

[re following duestions hnve heen used to organize the body of this report:
(1) ¥hy & conference?

(2) “hv certain sessions?

(3) Wy certain participants? . -
(&)  Whe cgrtniﬁ presantors?

(3) Vhat impervatives should direct planning and design?

Manw more observations could have been made under each heading. 0Only major items

Tor consideration have been selected to focus decision making. A word of caution:

reading of the Counference critique report itselfl should precede veading of this
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Lo Wny oy Donterence?

e

hzre arc many conferences held yearly for many reascns. Some have existed for

o

many years; some came inte cxistence when Federal funds flowed infb education.
Thie Tearhcor Corps developmental conference is not old,. its origin is directiy
tied to flew of foderal funds. Yet, since the beginning, Teacher Corps has
Leen comni:ted by lepislation to the support and development of local projects.

The resultant tension between national agenda and local agenda can be seen as

a creative opportuitity or a situaticn ripe with conflict or bhoth.

rrat
1

ne 1976 Conference program did not seek to resolve the tension. More critically,

the lonference did not explicate the conflict. Which agenda was being served

when was naot clear to the participants. Few knew if their participation should

emphasize one or the other of the following as criteria

. rerscnal necds c
nroressional necds

. project development reeds

. project management needs
constituwency response neads

. dwacher Corns gqulidelines nesds

o Lawe and funding needs

. professional necds

. Teacher Corps survival neads
teacher education improvement neods

Institutlional reform neods

Tae charpe statement included in the evalvation folder, and the charges to parti-
cipants received at the introductory session and the review sessions did not

clearly distinguish what sessions were designed to-'serve which of these needs.

6



Profect tearm reports distinguished asony the sessicons of the Conference.

-

Projects noted that

(1) project managemernt needs were scorved by role group sessions and

tine.

{2} professivnal nowds woro sorved by sxills sossions.
{3) yproject develotment needs were served by Strands.
(~)  seneral Teacher Corps roeds were served by Gencral Sessiony and

suniry nwcllings callod threoughout the weel.
Dy connments supgest that the format for project reports which required a
foous on project objectives and proposed plan of action for the project did
rot it the Confercnce style, the project style, or the Teacher Corps style.
that these comments mukg clear is that the Conference presented many activities

as task-~oriented; they were zask related for individuals not prcejects. Many more

accivities werce Tencher Corps family ethos and style building oriented than
were stated. The collegial emphasis of Teacher Corps operations requires time

for censcnsus tuflding-decision making processes by teams. The putting toget-
hor of individual task related learnings into project team plans for action
was not alliowed for at the Conference where many concurrent skill development

cazzions for individunals were scheduled from.dawn "til dusk.

This complaint surfaced often as the lack of time faor projeéf*hnalysis and
decision-naking with the accompanving request for moreMéroject as project time.
Tt may well be that the solution for a national conference planning group is to.
(a) schedule movre space between events
(h)  ciearlv place responsibility for project time with the project.
This will roequire both tcceptance of the reality of,non—coverage by projects
of some events, and creation of a mechanism that ailows ﬁrojects to provide
evidence of use of project analysis and decision-making time to process learn-

ing and revise the project plan of acticn.
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Sad, ont o as 4 consrete instanse of tension herween lecal agenda and natienal

Contercence. Ti one expects action, and needs to be clear about

cupectations and directions, someone has to decide how participants and projects

will spend thelr time.

onosensions and abouz team analysis repeatedly revezl that

the public purposes imboedded in che Conference propran shife day by dav, but the

-

fterin to exanirne the different activities are not stated anywhere. Onlv the

most rtogecher and experienced nrojecty have encugh skKill to articulate clear
b N H -3

3

criteri

t on the participation in different kinds of activities to their publics:

Teacher Corps, the team members, the project, the institutions they reprecsent,
thenselves.  The reoal reasons for having a Conference arc both public and private,
a condition that seens fajr and acceptable teo most. Vhat needs clarification in
statements (written and verhal) and in behavior of the visible leaders is what

P

e flonfrrence sponsoers view as accepiable hases for judgment about quality of

D

ctivities.

r

el participation in the Conference and its variet of

N PR TR

LU A nasienal- conference raXes sense, (2)

jab]

clear mission statement

Yor the Uonterence and a list of needs to be mat by cach type of session should

he issucd as clearly as possible in the spring and as soon as projects are fundad;

it aboulid be used as a continuous reminder of Focus ewven during the Cenference

et Aoty § o 04400 TN S

et

» (3) each project should be allowed to limit its participation to precisely
thase activities serving individual, professional, and project related neceds in-
clading project survival needs as deterninnd by the project, (4) the Teacher Corps
spirit Lard style should continue to be carefully nurtured and attended to both
throﬁgh rovmal (general session, special meeting) aﬁd informal cvents (real
dialopue, exchange, and disguss}on time), and (5) the relation between fjela or
naticnal iuput should continue to be balanced by careful identification of the

sotvees of input for the sessions and the single decision point for inclusicn of

8
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content and activity in the national conference - (tiav is, the Teacher Corps
director). ‘Ythem, the Conference progran. will be clearer in focus, more account-~
able to a stated purpose, and xore supportive of reeds of persons involved in

.¢ Conlerence. Puarticipants involved in a program with clear focal points will

more cleardy Roew vhat criteria to apply to the eveats they attend and to the

Tecrniang they acjuire as well as what they will te held accountable for by

- 1

national wrnd nroject lcvel directors.

Crcane ' PR s . - . -
P R N R N I IR E AT
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C. 'av ceorvain kinds of gsessions?
_ i Sess10ns

Another tension a national conference planning group feels is what kinds of
ScJSiQﬁs to schedule. The tensicn resolution comes from addressing such ques-
‘tlens ast o Should learning experiences that serve strictly local needs be
provided?  Should specicl interest group agendas be served? Should 'all national

priovities Se presented?  Should all conditions and constraints be described?

Gessicns and Strands at this Conference covered mnany ajendas:

3

. the national priorities and mission
T
. the Peachor Corps stylos®
s um,Ckc.Teachc:wCougsmﬁutupesWMMm,.”.,..U..,,‘H‘HHWUNMMMMMva,4.“,u,_wwmmwwmww

s attitude

1]

. the New Treands in zducation

. the technicues that worked

. the conditions and constraints to be aware of
some of the skills needed

. vome of the special interest agendas

. Soma constituency responsive needs
sonma role group analysis
some rocreation needs .

a little project team buillding

i : lo noted. . as, mLssInms .

VR UNURPRNPRYS

ions serving the following agendas were.np

. broject team synthesis
project teaw decision making
~orojoect revisien T
personal reflection and analysis

reading materials .

These missing sessions may well be project and individual responsibility vather
than Conference program responsibilitv. If that is so, projects and individuals

“should be made aware of the fact that the Conference plarning group recognizes

10
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rhese needs ood oexpects them teo docide heow te use cheir time effecrively to

droer Yrom the Cenference pregram a bhlanced diet of sessions to serve individual,

dore inverasting o the quescion why certazin sessions or strands ended up the

cid. Tihe critigue information sugprests a clear typolesy of placning

Focesy aitl o Gession 1..\.plc:‘.untnLLon stratepies:

Tyne AL srecialist planned which transmitted information and
. reinforced cititudes, e.g., Exceptional Child Strand.
Type 2. swewial interest group prlanned which sought visikility
iy or recognition, e.aq., Vative American, Bilingual.
Y, <
. Tvpe C. directzr planned which explored new dimension, e.qg.,
Youth Advocacy.
Type D. outside professional planned which exposed a trend,

dircction, or Iinnovation, e.o., Hann, Hersh sessions.

&t othia Conference, the most impactfiul sessions on individuals were Tvoe A and

e

Dy the most iwmpactful on projects were Type C. The Conference planning and

develenmant group should consider how many of which type will be presented at

2 piven vear's conference. Since most participants and projects continue to
roport that the Conlercnce is saturated and intensze, it may be that what is

i
needed fs a public awunouncement that the Conference will exist every year and

that certain topics will be addressed on a. given cycle. With the possibility

of five year project funding, specialized content each year seems a reasonable

wav Lo increase the possibility of in-depth learning by individuals and examina-
tion by projects of A topic. Such an approach would help decrease the discrep-

ancy hetween how a’ given topic is.handled in the planning stage, at the Conference,
and iu tie projects.” Impact on project utilization of concepts and structures
to bhe learned would also be encouraged: by more deliberate use of Type D and Type

- C sessions.

11
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o ponivht alao more clearly distinguish the levels of involvement
ifferent persons in plaaning, desigring and implementing the Counference.

As cwaluators, we have very carefully limited involvewent with the planning

..

P

and implonentation process,  Yhat we observed were the results, not the approach.

The Canfoevrence slanning groups should make publie in writing in advance the

planning forwat vhicn probably included:

2 Planning T

(<t) Pras sentors provide sessions as droposed...

EI{I(r;HJ.

Aruitoxt provided by Eic:

(1) Field (individuals and projects) state receds, concerns, ccnfusion, interests.

{2) Stalf {Toacher Corps Yashington) states needs, problems, concerns, of pro-

Jocts based cn monitori

(3) Flarning qroup analyzes inforpation from 1 and 2 and prepares suggested -

topics for 1377 Conferencé  (probably ten topics).

(4) Teacher Corps Manajemont Tean selects topics to be covered.

Desiening

(1) Flanping croup prepares preliminary agendaz and field review proccdure.

(2) Teacher Corps Management Team assigns topic to designated session develop-

mont group {(of. Tyroloyy above).

(%) nnﬁ“'91 c(vLJormﬁnu Jroup prepares session/strand program and material in

coopnration with planning group.

(4) Tracher Corps Management Team awproves ;GS&]OH pbrogram plan.

(5) session presentors design program based on approved session program plan.

o
L

fu

ke

LLﬂLGCIOn

s

' qlor'v*°sentorv prepare necassary materials for pre-Conference anncunce-
"”<tranu Confuerence Handhool.

(2) Planning group operat cs Conlfleranc

(3) Fiaeld and Teacher Corps (Washington) attend Conference, some field per-

sonnel assigned- to panage sessions or strands.

(53) Field and Teacher Corps (Masiington) evaluate Conference.

12 | I
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Yaking public the approach to be used in advance weould assure that Contercnce

content, prieritivs, presentors and participants would be determined in terms

of needs by Teacher Corps Managemeant Team with svstematic involvement of consti-

tuencies, presentcrs, and participants.

Octher specific considerations that the planning .. .~ ¢ take into account

.

are describzd in the following paragraphs.

o There was little direct conifrontation _at the Conference._ Negative reactions

wvere nighest around the MEA/AFT ferum arnd the Bilingual General Session, yet

rot high enough to cnergize controv%gsy. Some scssion comments suggest that the
Conference schedule or format inhibits those whé lack awareness of or interest

i a developing or existing need from gaining exposure in that area. High posi-
tive stranid session raosponse on bilingual programs does not correspond to the
sonowhat negative comments made about the General Scssion which addressed Bilin-
gual issucs. The persons with negative reactions must have attended other strands
or sessions, and the conflict remained unaddreésed. The same may be true about
perscons con[uscd ahout the applicdtion to Teacher Corps of multi-cultural educa-

tion coencepts and community education concepts.

The Conference might cansider a format that requives more direct exposure by pro-
jurets and Lndtvtdualé to ways of initiating change and negotiating program change.
in the proposed training programs. If the Conforence planners wi;ﬁ.tb have high~
cst impact on processes and applications of concepts in projects, then careful
monitoring of what ideas and hew they are implanted in projects:-and in sessions
mu%t‘he-muintnincd: An inescapable conclusion oflthc data is ghat the highly
effective sessions aroused ﬁarticipants to emational involvement but little planned

action. Responsibility for moving ideas to action must be enerpized by the pre-

sentors and the Conference itszlf. “he Conference sessions cannot move projects

13
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to action.

individuals.and projuects to initiate action and change. The program can pro-

vide sessicns to assist in program change as distinct from energizing to change.

ihe Confevence planning group might czawmine how projects are visible at the Con-

<

ference. Projects are presently visible in the sessions as eno.. s ol processes,

vroducts, and applications. Rarely and then only at the divect,.s' breakfasts

~

and through project team meetings did participants note the project as the organ-

izing principle for activity at the Conference. The national conference makes

visible national persons and rightly so; one might expect a Teacher Corps Confer-

ernce with the implicit commitment to national and local collaboration to place
more emphasis on the role of individual projects and project directors during
the Conference for assuring that team planning, synthesizing, revising and even
learning occurs as project directed rather than as individuals or role group
dife;tcd. wWhile it may be assumed that projects learn how to work together and
to decide back home, the repeated impression one gains on project team reports
is that two kinds of assistance can be prqvided at a national conference away
fronm the constraints of the leocal environment.

(1) cxperience with and learning about styles of project decision-making

(2) experience with and ienrning about procedures for project pfogram

inprovement, revision, and adaptation based on additional insightful

i .

. and impacttul learnings.

while the Confcrance planning group may choose to limit the focus of sessions
nﬁd strands on information, attitudes, or processes that improve projects, the
published agenda should make more visible what tiﬁe, which yorkshopé and what
personﬁ, nrojects can use for improving their decjsion making and their tean
buiiding skills. Fven some old and continuing projects were not clear about

the expectations the Conference leadership had for project control of individual

14
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rarticipation in sessions, 1he need rumains to arciculate what the Conference
leadership assumes the Uroject Divector will take responsibility for Request—

ing wrictven feedback from a project does not mean project planning, revision,

analysis, and accion to some.

1

aile social and recreational activity beyend the initial get-together is prebably

an iandividoal arnd project level respon.i’ : 'y comments on Post questionnaires

and some team reports addressed this iss nunber and type of comments might

signal a change of constituency at the Conference. As move experienced  teachers
and school practitioners become the constituency of Teacher Corps, more informal
across project and role group social events might be encouraged by leaving un-

scheduled time in the agenda in late afternoon.

Our major cbservation about the individual sessions concerns the scheduling of
kinds of content, Inasmuch as the critique documents that attendance decreases
as the week gozs on and as the day goes on, and if what has impact is what is
presented early on, it may be important to schedule key sessions where new con-
tent 1s presented carly in the Conference. Sessions on process for implementing
idens and revising proposed project snlan of action should come later. Thus, in
this Converence, the "Teacher as Values and Moral Educator'—| Strand would have
heen held Honday, the role group sessions on Tuesday, and the skills session
“Nesipning In-Service Programs' on Wednesday. This sequencing would certainly
be more appropriate il project improvement becomes a clearver focus for the

Cenference,

The dinformation in the critique sugpests the followinyg sequence would most enhance

individual learning (even 1f it ldmits the diversity of opportunity):

15
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Conference Activitv Sequence

WELCOMING ACTIVITY

HATTONAL GROUP BUILDING ACTIVITY

NATIONAL NITTTUDE SETTING ACTIVITY

NATIONAL FOCUS SETTING ACTIVITY

PRESENTATLION OF PRIQRITY COHTENT, fECHNIQUHS, PROCEDURES, MECHANTSH

PRESEHTATION OQF P N TIONS AND CONSTRAINTS

- PROJECT LHMFROVEMENT ANALYSITS ACTIVITY . . e e

PROJECT FOCUS SETTING ACTIVITY

INDIVIDUAi FXPOSURE TO CONTENT, PROCIEDURE, APPLICATION, AND REVIEY
LEARMING ACTIVITIES

PROJECT PLARNNING ACTIVITY

PROJECT PRIORTTY SETTING ACLIVITY

INDIVIDUAL ROLE CLARIFICATION ACTIVITY
PROJECT ROLE CLARTVICATION ACTIVITY

PROJECT PLAN FOR IVDPROVEMENT ACTIVITY
INDIVIDUAL REFLECTI AN TIME

NATTONAL FUTURES 5D NEW DIRFCTIONS ACTIVITY
PROJECT CONSOLIDATION ACTIVITY

NATTONAL CONFIRMATION OF DIRECTIONS ACTIVITY

DEPARTURE ACTIVITY

Tn this desiygn, project team arzivicty would not be limited to the evaluation pro-

cess, but esch project would be asked to allocate -time and activity in the Cen-

Jerence Ltsell for other eswer=tmal project improvement tasks., Also, the presentors

would have a more precise nedim of expectations about what they were asked to do

and why; participants would krow wvheve they were in a discrete process and have a

berter idea of where and when to schedule social and recreational activity to

anhance leacning.

16
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new ideas, exemplars of successful practic.., directions, trends, and constraints.

~17%-

D. Why certain perticipants?

From the participant point of wview, the Conference is more invitationél than
national. Yot everyone involved in Teacher Corps\gets to go. While the Conference
planning group can do nothing to change this fact, it might consider lowering its
vepectations about what all participants can get out of the Conference. This is

not to say chat the Conference should not continue to provide vision, excitement,

It dces mean a more careful induction into the Conference process and a systematic

monitoring cof participant and project involvement should be emphasized. Again,

o -

the project is the point whére the discrepancy nmust be negotiated, The Project
Dircctor selects the attendeas; the Proiect Director knows what purposes are‘
being scerved by these selections. -he Troject Director knows what impact the Con-
ference may have on individuals o well 23 on thé'ﬁroject. The Conference program

Bt it can reiterate and reinforce the

canrnot serve 1l these specific nes

feocus of the Ceonference agenda on impecot to improve project cbjectives as the

focus for parzicipant interactica with the Conference events.

Another wvay of oxplicating this. .+ to neze that many comments on the project-
team reports and abcut individeal sessicas noted reactions from
(a) people totally nsw ;o " racher Corps
(b) old timers who di Zike :ew directions of 1lth Cycle=
(¢) old, timers who did w2 7-ke projected naw divections
(d} 10th Cyc%e participancs who wondered what was in alX this for them
(e) people totally new zm.o ! ..zrally supperted teacher education

(f) people who had speciil drmterests to defend, protect, expound.

Nowhere in the Conference was there ro-opgnition of the different categories of
participants. Deans, State Depavimuent Representatives and Principals were treated .

as distant vole groups but fiewheds .o participants treated as old, new or con-

|

tinulng participants even.
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A resulrant tension was the recurring plea for sharing information about
() what sessions would really cover

(b) what

I
oy
©

rules really werc
(¢) what was expected of individuals

(d) whkat was the real future.

There was a resultant lheavy pressure to get information from Teacher Corps/
Washington. The requests for information did not challenge the quality of in-
formﬁﬁiéé.orHEQAfiiﬁé.in pglic} ; igg;gggvtheﬁ;équeétsvﬁé;é»fof‘grééisé,-cén;
sistent information about three or four acceptable alternative solutions

rather than for rationale, for some examples of acceptable and consistent
procedure rather than for justification of the vegulatien. We note that the
comments come not only from new participants, bdut old and continuing ones as
well. E£ven if Teacher Corps insists that local projects have latitude for
developing individual responses, many projects and individuals feel that there
logically is some range or typology of accepfable answers; probably some number

that is _more than five but certainly less than 130 and certainly more than one.

In summary, the relation of_audiencc of the Conference to actual prbgram of fen~
inps is not ciear to the partigipants or presentors; Basis for inclusion and
exclusion of content or persons is unclear. Project development intent becomes
subordinate to personal and sometimes to spacial interest group agendas. The
loose monitoring of the project as organizing focus increases the possibility of
transfer of political or pervsonal agenda pressures to the national level and in-
creases the difficu;tf of focusing the Conference program on project improvement
tasks. VPresentors read the participant expectati;ns as attitude devélopment and
concept clarification for personal or professional needs rather than participant'
role in improving or changing project plans of action. Who 1s to be served in

what wav is the question individuale, presentors and projects need clearer signals

about, - ‘ . 1.8
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E- dhv certain presentors?

Many participants report that presentors have a limited impression of the needs

of the audience they are addressing. Some sessions by persons from Teacher Corps
prciects are included in this commentary. Some sessions are helpful and on target
Manrn on Change, Hersn on Moral Education, Zigarmi on In-Service Designs, etc.

Who presents at the Conference gives a message about what and who is considered im-

portant and significant. Many gave clear messages, but some sessions had agendas

that did not relate clearly to Teacher Corps expectations or project needs. Many

nresentations tend to drift toward generalized observations about teacher educa-

tion and gereralized description of processes,

If both the conference and project needs are as focused as the Conference mission
statement suggests, t. :n the presentors nead to be informed of these focuses,
selected in terms of ability to deliver within these focal points, and monitored
as to delivery of useful concept, process, .and application which assists projects
and individuals improve teacher education programs. Participant expectations ére
for concrete exemplars of process or content. The critique comments clearly
suppgest selecting prescntations that provide prescriptions rather than descrip-
tions, tools rather than opinions, procedures rather than history. Discussions
oI applicability and relevance to a veal teacher education program's problems and

nceds are valued over discussions that emphasize logic or theoraetical origins.

Presentors need to be inférmed of participant expectations. _Tolerénce:ior quality
of presentation is affczted significantly by time of session. Meal presentations
are geaervally net favor:i, early. in the day presentations are most favored.
Presentors who use a claoar beginning and an 6rganized surmmation are favored.
Handouts arce constantly requested, but reading the handezz by the presentor is

not acceptable,

19
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It Teacher Covps/Wastiington proposes to emphasiae Projoct as demonstratiocn, a

wery limited number of . arefully selected presentors organized as were the

J -

Strands should be considered as an organizing principle for subsequent confer-

encea,  Interrelated sessions could trace the documented effort to move an
idea cr thrust of a given teacher education effort to an actual exemplar in
practice. The awarerness and excitement stages of idea selecticn <cuuld be

povenu s tarst. e, the idea clarification and development stage. Then,

_the2 processes for implementatien and cvaluation. Sessions would. themselves

1

demonstrate a systematic desigs seqiiénce. Pro’ect teams could move from being
informed Zhout & concept or pracess, to examindng alternatives féf adapting the
ideas to their.prnjcct, and finally, to revisin: the existing plan of action of
their »roject to utilize the learnings of the Conference. Such targeted infor-

mation ditfifusion misht leoad to reduced participant overload and diffuse project

reacticon o conference sassion content.

[n sumnary, what presentor iy selected should fellow from what Teacher Corps
determines participants should learn and what participants are told they will
learn,  Leaving too much of this to presentors allows them to select focus,
content, and perspective. Many participants £ind the presentors goring their
pet bulls, not presenting information organized in a useful manner for project,

role or individual yrowth and for implementing the Teacher Corps mission.




Fooothat drmperatives sheuld divect planning and desiun?

[. DECIDE WHAT wOU WANT THE CONFERENCE TO BE AND TELL PEOPLE EARLY.
Particinants do not object to knowing the game they are plaving and the rul..
rhoe come. Daeveloping a migsion statement and some specitic Zocal peints for the

surence s ore planning begins allows for influence by all, but mnre importancly

a1its of their

for controlied influence. Projects repeatedly ask tie context and
dezisions. Tow Conference should be one instance vhera appropriate fecision making

natterns ave modeled.

YOU WANT TO INVITE TO PARTICIPATE AND WHY,

Tdenvifying o attends needs to be refined to identify newcomers, continuals,
ruappaarars, .t least, and to specify not enly role groups attending but also the
eipected effzct of different participant's learnings to improving a project. At
least one shruld survey to determine if projects have iduntified persons whom they
wupect to learn how te have impact on the governance, instructional, ﬁanagerial,

curricular, or evaluation objectives of a project,

[TI. DECIDE WHAT YOU WANT SESSTONS TO DELIVER AND TELL PRESENTORS AN
PARTLCTIPANTS WHAT TS EXPECTED.

Criteria for judging an event comes not only from general professional context .and
from sponsor (Teacher Corps) expectations but also from a clear statement of the
limited learning expectations for the different sessions and kinds of sessions.
While much ot the critique informutioﬁ suggest clear limictation of number and type
of scssions, some of the reported learning overload comes from having to decide

what & pressntation has provided that is usable for the different apendas th- par-

ticipants &

;rojcctsﬂpurceivn. Limiting expectations limits the amount c. enurgy
needed for sorzing out the purpose for having learned something and increases the

time availe:rle for synthesds dﬂd #daptacion. Even wvhen one seeks to enrich diversity,
a desinn iv mere significant than a collage. Strands are a design that did this

it &

best.
1 21
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[V, DECIDE WHAT PROJECTS WILL BE X PROhUCE AT CONFRR SAND
FORMALLY ACKNOWLEDCH THAT THY COTtECAF THE TIME T
THESE PRODUCTS BEFORE THEY LB

I7 project improvement or even learning or sharing {5 a Conference axpectation, pro—
jects wust be allowed to schedule time to prepare, analyze, review, and produce the
pians for action or documents one hopes Lor. Back home, projects will do the project;
u:‘the Conferevnce they will do the eéxploration, modification, and consolidatior of
learning into a revised plan for action if one éxpects this of them and encourages
ctheir use of. time during the Conference to.do..this. S e - O —
V. PUT MEW, KEY, TO BE TAKEN NOTTLCE OF CONTENT UP FRONT IN
CONFERENCE SEQUENCE
4
Placerment on the schedule determines importance. Using meal time for something
iﬁportant increases the risks that it will be neglected. Putting something on
Thursday signals something one should be aware of but not something considered
essential.
VI. GIVE THOSE WHO ASSTST 1IN SEESTO“ DF@IC“ AN ACTTVE ROLE AT THE CONFEPENCE
AS SESSTON OR STRAND MANAGERS AND RESPONSIBLE ACGENTS

Commitment to taking something seriously comes in part from being responsible for

it at the Confevence. That project directérs saw each other completing the evalua-—
tion encouraged high response to the evaluation. Of note, though, is that projact
diraectors were not the evaluators; participants can be leaders, nlanners, designers,
managers and particizants, but unless some urge ~w=d 15 addressed, a verv fau

proisct personnel sheuld be in trainer/instructor/presentor roles.

%
—
=4

L. SELRCT PRESEXNTATION SPACE THAT ASSURES A LEARNTNG CLTMATE THAT SUPPORTS
SESSTON OBJECTIVES. ’

Quality of learning in a large Conference is qlgnlflcantly influenced by ambience

ard elimate.  Interruptions in process, to matter what the motivatirm (e.g., docu-

-

meatation), should be unehrrusive and limited. When a session is started and g¢oing,

fts learaning agenda should be given hignest priorvity.
.
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VITI.  CONTINUE TO IMPROVE THE QUALTTY OF PLANNING, DISTGNING, EVALUATION T
ARD DOCUMENTATTON PROCEDURES

ey

I'nz planning, the designing, the evaluation and the documentation all worked, C(Clari-

fication of procedures, materials, and allowable impact on sessions and participants
in each area should be sTared with the persons selected for these taske as early as

possible,

I¥. CONTINUE TO TNCREASE THE QUALITY OF CONFERENCE RELATED EFFORTS (FOOD
SERVICES, SOCIAL AND RECREATIONAL ACTIVITIES, REGISTRATTON)

The micromania of a Conference is best when unnoticed. It also requires the greatest
effort on the part of Conference planners. That commentary was made of these items

indicates the importance in a planning effort.

Conclusion

What a Conference is depends in large part on its history. What a Conference becomes
depends on the vision of those who energize it. A critique can only suggest direc-
tions and context; the lifc that emerges comes from the often tenuous, certainly
persistent, insight of a wvery fewipeople that make things happen during the time

when the Conference is being put together and put to bed. -Certainly those few per-
sons, Paul Collins, Beryl MNelson, Floyd Waterman, do an incredible job with a complex
assignment. We hope these comments make their task and the Teacher Corps Managementf

Teams decisions easier,




